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This study investigated the alignment between market research, business strategy and
customer relationship management (CRM). With the introduction of advanced IT
systems which collect and model internal customer data (CRM), marketing managers
face new choices when seeking information to facilitate their particular business strategy.
A survey of market research (MR) and CRM usage was conducted among 207 marketing
managers. The findings showed the Miles and Snow Prospector strategists placed greater
reliance on both MR and internal CRM data systems than did Defenders. This applied in
their tasks of developing new strategies and in enlisting senior management support for
their actions. As Prospectors were the most reliant on both traditional market research
and CRM systems, they need to be skilled in using CRM in conjunction with traditional
research methods. Marketing managers who use CRM will need to foster functional
relationships with the technical specialists who run CRM systems.
Keywords: market research; strategy; CRM; Defender; Prospector; MKIS
Introduction
In developing strategy, marketing managers must rely on customer information.
The importance of this information is not questioned, ‘it is probably because of the
strategic use of information and effective information-based decision making that the
marketing and technological orientations of the firm lead to superior performance’
(Hsieh, Lai, & Shi, 2006, p. 827). Thus, ‘Customer information and knowledge is a
company asset that must be managed’ (Ngai, 2005, p. 588). Finally ‘Knowledge about key
customers . . . (can) profoundly enhance the competitiveness of a firm’ (Sin, Tse, & Yim,
2005, p. 1269). Traditionally marketing research (MR) has provided the most relied upon
customer information. But recently the availability of more refined forms of customer
information produced by customer relationship management (CRM) systems have
challenged its role.Marketing knowledgemanagement systems requireMR to be integrated
with CRM and other customer information (Fleisher, Wright, & Allard, 2008). This paper
looks at MR in terms of its relationship with CRM, discusses the unique and overlapping
features of these two marketing information systems and shows how their combined use is
likely to be related to an overall business strategy. Hypotheses are then developed and
tested. Implications for marketing strategy and further research are then discussed.
Marketing research and customer information
Marketing research (MR) relies on quantitative data collection methods such as telephone,
internet and mail surveys and qualitative methods such as depth interviews and focus
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groups. Typically data are collected by an agency on behalf of an organisation and so the
identity of participants is protected for privacy and legal purposes (Bowers, 1996). MR has
many roles for providing useful information for marketers based on the data collected.
These roles are now discussed.
First, a fundamental distinction can be made between ‘strategic’ vs ‘tactical’ roles for
MR (Raphael & Parket, 1991). The strategic role of research refers to the use of market
research for major decisions on ‘How to compete?’ or ‘Where to compete?’ while a tactical
role for market research could relate to the wording in a direct mail letter or the music to
use in a television advertisement. A related distinction is between ‘action oriented’ vs
‘knowledge enhancing’ roles for MR (Slater & Narver, 2000). The action oriented role is
where the marketing information is immediately put to tactical use in modifying a
marketing action. The ‘knowledge enhancing’ role is more concerned with long term
awareness of an issue and building general insight for a decision which may arise in the
future and hence is more strategic in orientation.
Another distinction made is between ‘identifying risks’ vs ‘identifying opportunities’
(Sherman, 1999). The risk identification role refers to the use of market research to assess
the probability that a decision will fail. It also refers to finding the types of risks a strategy
faces. The opportunity identification role of research is where new uses for products, or
changes to products or new market segments are identified. Thus, both functions have a
strategic role.
Others have distinguished a role for market research in developing strategies for the
future versus maintaining the status quo within the organisation. Thus various authors
have described MR’s strategic use in exploratory research (Hart, Tzokas, & Saren, 1999),
in opportunity analysis and in setting strategic direction (Roberts, 1992). In contrast, the
seekers of the status quo are more likely to use MR market monitoring or control studies.
These refer either to tracking a metric over time (such as longitudinal tracking of customer
satisfaction) or conducting an ad hoc one off study which confirms whether a strategy
(Hart et al., 1999) is on target. For these managers, MR is used defensively. It is used to
confirm and justify the current strategy or management approach and not to discover new
knowledge (Bednall & Valos, 2005). These more defensive roles for market research
remind us that within organisations, customer information can be used politically to
protect a marketing manager’s position. Thus it is often used as evidence to win an
argument (Culkin, Smith, & Fletcher, 1999) or to bolster authority within the organisation
(Bednall & Valos, 2005). The role of marketing research as evidence to win an argument
means research may be used to prove a point in a conflict as opposed to being purely used
to make better decisions.
Despite the many roles for traditional market research described above, its key
function as the major source of strategic information (Hamlin, 2000; Raguragavan, Lewis,
& Kearns, 2000) is being challenged (Valos, Bednall, & Callaghan, 2007). Some say
traditional marketing research is becoming marginalised (Weber, 2001). Part of the reason
may be the emerging role of internal CRM systems.
Developing CRM systems: implications for combining sources of customer
information
The CRM term emerged in the late 1990s and to some degree integrates or replaces the
traditional concepts of the marketing information systems (MKIS) and database
marketing: ‘When developing and supporting corporate strategy, many organisations do
not realise the full potential of customer databases, nor are they integrated with other
M.J. Valos and D.H.B. Bednall188
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sources, such as market research or competitor intelligence’ (Cooper, 2006, p. 261).
Unfortunately there is confusion and some level of disagreement about the term CRM
(Parvatiyar & Sheth, 2001). It should be pointed out that the term CRM covers both broad
and narrow approaches (Ang & Buttle, 2006). Broad approaches encompass CRM’s use in
running the back office of the organisation and driving the supply chain as well as dealing
with customers. Narrow approaches focus on direct dealings with customers. Despite this,
these narrower approaches cover a range of activities such as data mining, market
modelling for actionable insights or simply having a database used for direct mailings.
In this study a narrow definition of CRM is used namely, ‘the collection, aggregation,
analysis and use of customer information for marketing purposes’.
CRM systems allow internal sources of customer information such as sales, service
and billing data to be aggregated and analysed to provide customer profiles in terms of
share of wallet data and purchase/repurchase behaviour as opposed to self-reported
customer attitude and intention data. When combined with other data sources, the new
CRM systems are capable of producing sophisticated customer analysis: ‘Historically,
CRM has always been strong in providing behavioural, or transactional, customer
information. Measuring and predicting a customer’s attitude toward an organisation and/or
its products and brand is still quite new’ (Beasty, 2005, p. 19). The integration of
exographic data (Greene & Milne, 2006), such as geodemographics, allows powerful
lifecycle and lifestyle models to be built. These can be used not only to manage current
customers, but to identify potential new market groups along with new products and
services. Thus the potential impact of the newer CRM systems on strategic marketing
decision making is large (Valos et al., 2007).
Baker and Mouncey (2003, p. 417) raise the question ‘whether the pursuit of
relationship marketing, perhaps through CRM initiatives, demands any changes in how
market research is undertaken or delivered’. They relate this to the concept of a ‘listening
organisation’ which combines the traditional role of market research with the integration
of internal databases, customer contact points and external listening systems. Thus CRM
systems may now complement, corroborate (Malhotra & Peterson, 2001) or substitute for
information provided by traditional MR (Lichtenstein, Bednall, & Adam, 2008). Some
researchers have proposed a two way information flow (Javalgi, Martin, & Young, 2006)
between on the one hand, traditional market research and on the other hand, CRM systems.
This would occur through the intelligence generation and intelligence dissemination
activities characteristic of market oriented organisations.
CRM can model actual customer behaviour more accurately and at lower cost than can
traditional MR data collection methods which rely on reported behaviour. On the other
hand traditional MR methods remain superior in tasks such as probing the ‘Why?’ of
customer behaviour or in collecting attitudinal data. MR is also useful in describing the
role competitors play in the market place. This highlights the choices marketing managers
must make in the mix of CRM andMR information they commission or use. These choices
are highly likely to be influenced by business strategy.
Alignment of MR with CRM usage with business strategy
Companies in a more stable market are more likely merely to monitor the market while
those with a more entrepreneurial approach operating within a dynamic environment are
more likely to seek market opportunities requiring more than the current customer
information generated by sole reliance on CRM or sole reliance on MR. If an organisation
aims to expand into new markets it will require different customer information than if its
Journal of Strategic Marketing 189
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strategy is to focus on its existing core business. Yet Hart et al.’s (1999) review of 20 years
of academic literature examining the influences on the use of marketing information did
not include strategy among their nine key variables.
This paper argues that marketing strategy will influence not only the role that
market research plays but also the type of CRM models developed. Yet research on
differences in either MKIS (Ashill & Jobber, 2001) or CRM according to strategic
approach is very limited. Some isolated examples of the link between strategy and
marketing information were found using the Porter strategy types (Porter, 1998;
Valos et al., 2007). Hagen and Amin (1995) found differences in external environmental
scanning and opportunity analysis practices between Differentiators and Cost Leaders.
While they found the amount of research was similar for both strategies, the type of issues
being researched differed. The foregoing studies are in contrast to an earlier finding by
Hambrick (1982) that no differences between the external environmental scanning of
various strategy types.
Given that CRM and MR overlap in collecting customer information, the integration
of these systems and the way they are used should also be aligned with business strategy.
In order to research this, a means to characterise overall strategy was required. This paper
follows the approach of previous contingency theory researchers who used strategy as the
source of marketing information and/or control system differences between organisations.
Contingency theory research (Olson, Slater, & Hult, 2005) has tested Miles and Snow
strategy types, organisational structure and performance: ‘Although other business
strategy measurement approaches have been examined in the IS literature . . . the Miles
and Snow typology is perhaps the most commonly used and the best understood’
(Chan, Sabherwal, & Thatcher, 2006, p. 30).
Miles and Snow (1978) assumed that the classification of business units or
organisations according to strategy provides specific and appropriate guidelines for human
resource, organisational structure and information requirements. They claimed there are
three well-defined successful generic strategies. A Prospector strategy achieves
competitive advantage through being first into new markets with new products. It is
innovative and adapts to new technology well. Prospectors may invest more in new
innovative features and building brand equity than the other strategy types. According to
Miles and Snow, the Prospector strategist faces major and more difficult decisions in terms
of investing in product innovation and finding new markets. Defenders are more
concerned with the efficient retention of profitable customers and of current product lines.
Analysers lie between these two extremes. Prospectors would be the most likely to
emphasise the strategic rather than the tactical use of market research. These enhanced
‘strategic decision-making’ requirements of the Prospector suggest the following
hypothesis.
H1: Prospector strategy types will have a greater reliance on market research in its role
of ‘enhancing strategic decision making’ than either Defender or Analyser strategy
types.
Defenders, in contrast to Prospectors, achieve competitive advantage by becoming
more efficient with older and less technologically advanced products. The budgeting
culture will be tight and rigid. Defenders are therefore hypothesised to have a more cost
conscious culture than Prospectors and will place any research expenditure commissioned
under higher levels of scrutiny than would the other strategy types.
M.J. Valos and D.H.B. Bednall190
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H2: Defender strategy types will have a greater reliance on market research in its role
of providing usable data than Prospector or Analyser strategy types.
Defenders are more likely to use ‘incremental’ market research to a greater extent as
opposed to the ‘breakthrough’ market research required by Prospectors. This is because
Defenders have a greater need for MR to monitor current activity and to defend entrenched
positions within management. Prospectors require ‘breakthrough’ not ‘incremental’
research due to the uncertainty of the environment in which they pursue opportunities.
Since the Prospector operates in an area of greater uncertainty they face higher risks than
Analysers and especially Defenders. Senior managers will need greater confidence that the
actions being taken by their Prospector marketing managers are ‘on track’ because the
chances of making a major strategic error are greater. These higher risks make managers
sensitive to the issue of managing upwards the expectations of their superiors. It is
therefore hypothesised:
H3: Prospector strategy types will have a greater reliance on market research in its role
of ‘communicating marketing activities to senior management’ than Defender or
Analyser strategy types.
In terms of political outcomes, Piercy (1983) observed the non-rational use of market
research which operates within the politicised information environment inside firms.
Defenders should more often use market research for political purposes as they have less
justification for any strategic errors since they operate in a low risk environment.
The Defender strategy is inherently conservative, as Defenders are more interested in
defending entrenched positions than in making change. For them, MR is more likely to be
used as a political tool rather than a tool that provides insight for critical decisions. On that
basis the following hypothesis is proposed:
H4: Defender strategy types will have a greater reliance on market research in its role
of achieving ‘political outcomes’ than Prospector or Analyser strategy types.
Defenders are more likely to rely more on the loyalty of existing customers than is the
case with Prospectors. CRM systems should aid Defenders more as they focus on retention
rather than acquisition of new customers: ‘Advanced technology involves the use of
databases, data warehouses, and data mining to help organisations increase customer
retention rates and their own profitability’ (Ngai, 2005, p. 585). The Miles and Snow
Defender operates in an area of greater decision-making certainty with regard to product
and customer decisions. Fewer customers will have provided data to the database of the
Prospector and it will be less rich and less useful than the data available to CRM systems of
Defenders. Prospector customers will have had shorter customer relationships than
Defender customers. As a result the use of CRM is likely to differ according to the
following hypothesis:
H5: Defender strategy types will have greater reliance on internal CRM systems than
Prospector or Analyser strategy types.
In summary, previous literature examining strategy types and information usage
supported the basic research question for this study underlying the previously stated
hypotheses, ‘Do organisations align their usage of MR with CRM and how is this related to
their business strategy?’ Subramanian, Fernandes and Harper (1993) found that
Prospectors had more advanced environmental scanning than Defenders. Similarly Du
Toit (1998) found differences between Prospectors, Analysers and Defenders in the use of
Journal of Strategic Marketing 191
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internal records, competitive information and external information while Slater and
Narver (2000) believed there would be differences between Prospectors, Analysers and
Defenders in terms of market intelligence generation.
Methodology
In the first phase of the research, 16 preliminary discussions about market research and its
value to the organisation were held with senior marketers and marketing research
managers in Australia and the United States. These discussions were used to generate a
series of scale items to: (a) ensure the existing scales which addressed the roles of
traditional marketing market research were comprehensive; and (b) measure the
characteristics of internal CRM systems.
The second phase of the research used a quantitative, descriptive survey approach with
a larger sample of respondents. Academic colleagues in Australia and the United States
reviewed the questionnaire prior to its completion. A self-completion survey was mailed
to a list derived from Dun and Bradstreet of the top 1000 senior marketing managers in
for-profit Australian companies. Reminders were sent via mail, phone or email. A sample
of 240 usable replies was received and analysed. Of these companies, 33 reported that they
had not spent money on market research in the past year. Thus the analysis is based on the
207 which had.
To measure the various roles which traditional market research fulfils, five items used
by Maltz and Kohli (1996) to describe marketing intelligence were adapted and applied to
the use of MR information. An additional 16 items were generated from the 16 depth
interviews. All these items were measured on a 1–7 Disagree–Agree scale. Internal CRM
was measured by five items arising from the depth interviews using importance ratings
from 0 to 7. Finally a three-item 1–7 semantic differential scale was used to measure the
ease of integration of MR with other data.
These items were then subjected to an exploratory factor analysis, using unweighted
least squares with a varimax rotation. Table 1 shows the resulting six factor solution.
Five factors had items loading at 0.4 and above (Hair, Black, Babin, & Anderson, 2009).
For each of these factors, high loading items were treated as comprising reflective
scales. Hence Cronbach alpha values are shown. One factor had only two items with a
weak Cronbach alpha. Additive scales based on the remaining four factors were
produced. The remaining items either cross-loaded on multiple factors or had weak
loadings.
To measure business strategy a non-hierarchical Wards cluster analysis was
undertaken on 12 items measuring the Miles and Snow strategy types developed by
Conant, Mokwa and Varadarajan (1990). Consistent with theory, a three-cluster solution
was extracted. Of the sample, 95 were classified as Prospectors, 65 as Defenders and 46
as Analysers, with one person’s data missing. ANOVA was used to identify differences
between Prospectors, Defenders and Analyser strategies on the scales derived from the
four factors and on the remaining single items relevant to the hypotheses being tested.
The results are shown in Table 2. Where results are shown to be statistically significant,
this is at the 5% level, which is consistent with a sample of this size. Tamhane’s T2 test
of significance was used for the post hoc comparisons between strategy groups.
Findings
Table 1 shows the exploratory factors analysis for the items used.
M.J. Valos and D.H.B. Bednall192
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Table 2 shows the analysis for the ANOVAs comparing the results for each strategic
type for the scale and relevant single item scores. The measures most relevant to the
hypotheses are indicated in the table.
Hypothesis 1: Prospector strategy types will have a greater reliance on market
research in its role of ‘enhancing strategic decision-making’ than either Defender or
Analyser strategy types. This hypothesis was partly supported, with Prospectors more
likely than Defenders to support this market research role, as shown for Factor 1. On the
other hand, all three groups were equally likely to see MR as supporting confidence in
decision making (Factor 2).
Hypothesis 2: Defender strategy types will have a greater reliance on market research
in its role of providing usable data than do Prospector or Analyser strategy types.
Contrary to the hypothesis, Prospectors placed greater emphasis on useful, well-integrated
data (Factor 4). With hindsight, Prospectors would need reliable data as a basis for
building new strategies.
Hypothesis 3: Prospector strategy types will have a greater reliance on market
research in its role of ‘communicating marketing activities to senior management’ than
Defender or Analyser strategy types. It was expected that Defenders would have greater
need for market research to represent the marketing activities they conduct to senior
management. Contrary to the hypothesis, Prospectors were the most active, as shown by a
single item, ‘mainly used to assist marketing decision making’.
Hypothesis 4: Defender strategy types will have a greater reliance on market research
in its role of achieving ‘political outcomes’ than Prospector or Analyser strategy types.
Contrary to the direction of the original hypothesis Prospectors used marketing research in
this role to a greater extent than the Defender or Analyser strategy type, as shown by two
single items, ‘helps my marketing group get its own way’ and ‘cover our backside’.
It appeared that Prospectors used the results of research to promote their actions and to
garner insurance in case their risky strategies did not succeed. Prospectors may be more
vulnerable to criticism for failure or underperformance.
Hypothesis 5: Defender strategy types will have greater reliance on internal CRM
systems than Prospector or Analyser strategy types. It was felt that CRM would be more
helpful to organisations seeking to retain their share of existing customers as customer
knowledge would reside in their databases. Contrary to the direction of the original
hypothesis, Prospectors relied on internal CRM to a greater extent than did Defenders
(Factor 2).
Overall, the results indicated that Prospector types were the most likely to use all forms
of customer information and to value their integration. As expected Analysers scored
between Prospectors and Defenders on most measures. However the only measure where
they were significantly different to the Prospectors was the item relating to ‘covering my
backside’ where Prospectors scored higher.
Discussion and conclusions
This study has shown Prospectors were the most likely strategic type to rely on marketing
information from MR and CRM. These outcomes were consistent with previous research
into relationships between Miles and Snow strategy types and marketing information
systems (Chan et al., 2006). Similarly, Maltz, Menon and Wilcox (2006) have related MR
use to an ‘innovative culture’, which is more the character of the Prospector with its need
to adapt to new uncertain environments as it seeks fresh opportunities. The results showed
Prospectors were more likely than Defenders to value MR for its role in helping them win
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senior management support within the company. As they take more risks MR serves as a
form of insurance or perhaps as a means of reassuring their management that their new
approaches are sound. It had been expected from other studies (Bednall & Valos, 2005;
Piercy, 1983) that Defenders would be more likely to use MR for internal political
purposes. Defenders may still do this to some degree, but Prospectors have an even greater
need to get internal support for their new strategies.
The (marketing) ‘information management process is concerned with the collection,
collation, analysis and use of customer information from all customer contact points to
generate customer insight and appropriate marketing responses’ (Payne & Frow, 2005,
p. 173). Prospectors appear to benefit most from the integration of traditional market
research with CRM, as they value all sources of information highly and seek to derive
better insights. As Cooper (2006, p. 263) put it: ‘An insight may arise through something
as simple as marrying together two data sources that had never shared a page before.
Suddenly, a relationship between two facts is discovered that had not previously been
appreciated.’ Further, Olson et al. (2005) found high performing Prospectors to have
decentralised organisation structures. This suggests that marketing information from
diverse sources may lead to higher Prospector performance. Using CRM in conjunction
with traditional market research brings customer data from other departments such as IT,
accounting, sales and service to the marketing manager, allowing opportunities to be
identified through richer marketing intelligence. In contrast, Defenders were less
demanding of their CRM systems and less likely to seek integration of MR with CRM.
Prospectors clearly use diverse information sources, including information technology,
to help them make marketing decisions in dynamic and uncertain environments:
‘Prospectors attempt to build their organisational competency through grasping the needs
of a market faster, and adapting themmore quickly than their competitors’ (Rhee &Mehra,
2006, p. 366). Prospectors perform better when innovative production technologies and
information systems are used, confirming the views of Aragon-Sanchez and Sanchez-
Marin (2005, p. 304) that, ‘ . . . technological position and innovation attain higher values
when SMEs follow a prospector orientation than when they are defenders or analysers’.
Prospectors need to be adaptive. Possibly CRM systems with their cross-functional links to
sales and operations, accounting and IT perform another function. They may facilitate
links between organisational silos and make the organisation more adaptive which is what
the Prospector requires to implement strategy. The need for this is illustrated by Rhee and
Mehra (2006, p. 366), ‘Hence, this strategic group should be able to attain close
cooperation between operations and marketing areas thereby facilitating prospectors’
higher performance.’ As Olson et al. (2005) found, Prospectors have decentralised
organisational structures. With this greater distribution of decision making, managers face
more risk and are more likely to seek out diverse sources of information to make ‘riskier’
and ‘more uncertain’ strategic decisions when compared with Defenders.
In terms of the relative role of CRM as a decision-making support for alternate strategy
types, the key finding was that Prospectors used internal CRM to the greatest extent. This
was surprising as Prospectors would have more recently acquired customers and would
have less history of a customer’s needs and less data of past behaviours and preferences.
One explanation is that Prospectors are relentless in their use of all available information
technologies, as they seek to gain new insights into customers, allowing them to develop
new product ideas and added value services. This outcome is echoed by the recent research
of Stein and Smith (2009) who showed that organisations with strong customer
information strategies were far more likely to use CRM effectively in building successful
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businesses. The more complacent Defenders are more likely to see CRM as a means for
the efficient management of existing customers.
Future research
This study is cross-sectional and based on general descriptions of MR and CRM use.
Critical incident techniques (Gremler, 2004) could be used to focus on specific marketing
decisions made in relation to actual CRM and MR data use. Respondents could comment
on respective roles of CRM, qualitative research and traditional primary research for that
particular nominated marketing decision. Examples could include a change in market
strategy, new product development or a new product launch. This method would provide
greater detail on the manner which CRM information is being used and most likely would
provide further guidelines for the integration of CRM into the overall marketing
intelligence mix. This would facilitate internal marketing information in becoming more
effective and efficient.
Future researchers may also find it beneficial to separate market research projects into
either ‘decision research’ or ‘background research’ (Ganeshasundaram & Henley, 2006).
This would allow examination of the notion that Defenders operate in a more certain and
predictable environment and use background research for customer retention purposes as
well as for confirmation of existing tactics. In contrast, the more innovative and dynamic
environment in which the Prospector operates appears to require more action oriented
research (Maklan, Knox, & Ryals, 2008), both for developing innovative strategies and for
responding to competitive threats and opportunities. Prospectors may also use background
research differently, using it as a tool to increase their broad market understanding and to
monitor abrupt changes in market conditions. Finally the study revealed two separate
items relating to the use of MR for political purposes that were characteristic of
Prospectors – promoting a point of view and taking out insurance against risky decisions.
These two issues deserve a more in-depth study.
Implications for strategic management
As marketing managers choose sources of marketing information to support strategy
formulation or implementation they must recognise that CRM provides several means
for facilitating marketing decision making not previously attainable with traditional MR.
The Prospector group were shown in this study to be more motivated to collect, synthesise
and use both MR and CRM data. Diverse sources of information require both skills and
time to integrate. Prospectors may prefer less formal systems for doing this as formal
systems may lead to delay in reporting results. Delay is contrary to innovation and
competitiveness. Defender organisations should question whether they need both MR and
integrated CRM data, given their cost. Marketing managers may need to reassess the role
and usage of traditional market research as CRM duplicates much of it (Lichtenstein et al.,
2008). In order to realise the potential which CRM offers marketing managers should:
. Facilitate co-operative cross functional links to ensure they get support for access to
customer data from other departments such as sales, service and billing.
. Reassess the research budget and plan as some data can be collected more
effectively and efficiently through CRM.
. Conduct new primary research which fills gaps in CRM generated reports, for
example, the ‘Why?’ of customer behaviour.
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This study has enhanced our understanding of the relationship between marketing
information use and business strategy. In addition it has highlighted the opportunities and
difficulties faced by marketing managers in using increasingly sophisticated customer
analytics systems.
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